Reflections on a novel coach education program: A narrative analysis by Hussain, Aman et al.
This is the author’s version of a work that was submitted/accepted for pub-
lication in the following source:
Hussain, Aman, Trudel, Pierre, Patrick, Tom, & Rossi, Anthony
(2012)
Reflections on a novel coach education program: A narrative analysis.
International Journal of Sports Science & Coaching, 7 (2), pp. 227-239.
This file was downloaded from: http://eprints.qut.edu.au/82932/
c© Copyright 2012
Notice: Changes introduced as a result of publishing processes such as
copy-editing and formatting may not be reflected in this document. For a
definitive version of this work, please refer to the published source:
http://dx.doi.org/10.1260/1747-9541.7.2.227
Running Head: REFLECTIONS ON A NOVEL COACH EDUCATION PROGRAM 1 
 1 
 2 
 3 
 4 
 5 
 6 
 7 
 8 
 9 
 10 
 11 
 12 
 13 
Reflections on Designing and Implementing a Novel Coach Education Program 14 
 15 
Aman Hussain1, Pierre Trudel2, Tom Patrick3 and Anthony Rossi4 16 
 17 
1 Department of Kinesiology and Applied Health, University of Winnipeg, Manitoba, Canada 18 
2School of Human Kinetics, University of Ottawa, Ottawa, Canada 19 
3Director, High Performance Sport, Sport and Recreation, New Zealand, Auckland, NZ 20 
4 School of Human Movement Studies, The University of Queensland, Brisbane, Australia 21 
 22 
23 
Running Head: REFLECTIONS ON A NOVEL COACH EDUCATION PROGRAM 2 
Introduction 24 
There has been a steady increase of published research in coaching science around the 25 
world (Gilbert & Trudel, 2004a). Part of the research focus has centered on the education and 26 
development of coaches (Gilbert, Côté, & Mallett, 2006; Lyle, 2007; Nash & Collins, 2006). The 27 
interest in this can be see in the formation of the International Council for Coach Education 28 
(ICCE) that hosts bi-annual conferences and disseminates new research findings related to coach 29 
development. Most developed nations are advancing ideas, strategies and policies related to 30 
coach preparation and development. In Canada, for example Trudel (2006) suggests that the 31 
development of Canadian coaches is influenced by two major factors. First, there is the transition 32 
to the new National Coaches Certification Program (NCCP), which uses a novel contextualized 33 
approach to preparing coaches by focusing their training and certification within various settings. 34 
Second is the introduction of the Long Term Athlete Development (LTAD) model. This provides 35 
“a general framework of athlete development with special reference to growth, maturation, and 36 
development, trainability, and sport system alignment and integration” (Canadian Sport Centres, 37 
p. 13).  38 
Generally the LTAD model is considered as a framework for developing coaches (Way 39 
& O’Leary, 2006; Van Neutegem, 2006) providing a potential  guide for optimal ‘coach career 40 
pathways’” (2006, p. 24). However, Trudel (2006) challenges this for two main reasons. First, 41 
LTAD is based on children and adolescents physiological growth and development theories 42 
while coach education should be based on adult learning theories. Secondly, LTAD suggests 43 
‘what’ skills (including sport specific skills) and movements to introduce, along with 44 
recommendations about ‘when’ to introduce them according to the developmental age of the 45 
athletes. However, coaches also need to be competent in the delivery component, or ‘how’ to 46 
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teach/coach (Trudel, 2006). Therefore, coaches’ development cannot be limited to sport specific 47 
knowledge (e.g., the ‘what’). 48 
Considering the complexity of coaching (Bowes & Jones, 2006; Jones & Wallace, 2005; 49 
Lyle, 2002) and the diversity of learning styles that coaches tend to exhibit (Nelson, Cushion, & 50 
Potrac, 2006; Trudel, Gilbert, & Werthner, in press; Werthner & Trudel, 2006), there has been an 51 
attempt to identify the coaches’ developmental pathways through retrospective interviews 52 
(Erickson, Côté, & Fraser-Thomas, 2007; Gilbert et al., 2006; Irwin, Hanton, & Kerwin, 2004; 53 
Lemyre & Trudel, 2004). However, there appears to be no longitudinal research on how coaches 54 
learn.  55 
This paper reports on a collaborative research project between the Faculty of Health 56 
Sciences at the University of Ottawa, Triathlon Canada, and the Coaching Association of Canada 57 
(CAC). It was designed around a lifelong learner perspective and the Organization for Economic 58 
Cooperation and Development’s (OECD) qualifications system. In this paper, we first review the 59 
coach learning literature as it pertains to the CAC. We then highlight the background and 60 
perspective of a high performance director’s experience in designing and attempting to 61 
implement a novel coach education training program. In doing so we uncover the frustrations 62 
and tensions in trying to balance innovation with prescribed process and policy. We conclude by 63 
making suggestions for further research specifically focused on the background of the key agents 64 
involved with the design, implementation and administration of coach education training 65 
programs in the competition-development context of the NCCP.66 
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Review of Literature 67 
There is little disagreement over the need for training and certification of coaches (Sport 68 
Canada, 2002; McCallister, Blinde, & Weiss, 2000; Smith & Smoll, 2006; Trudel & Gilbert, 69 
2006).  What is contentious however, is the structure, form and delivery of such experiences 70 
(Abraham & Collins, 1998a; McCullick, Belcher, & Schempp, 2006; Rynne et al., 2006). In 71 
Canada, the CAC mandated a restructuring of coach education to a more competency-based 72 
learning framework (Coaching Association of Canada [CAC], n.d.a). This represents a move 73 
away from a teaching and learning of theoretical principles, towards a more problem-solving 74 
approach within sport specific coaching contexts (Jones & Turner, 2006; Savard & Brunelle, 75 
1998). Trudel and Gilbert (2006), argue that this is an important change in coach education but 76 
acknowledge all training approaches have limits particularly when some coaches indicate the 77 
value they ascribe to learning through experience. 78 
Learning through experience can generally be divided into two bodies of literature; one 79 
that focuses on experiential-reflective learning and the other on the process of ‘becoming’ (in 80 
this case a coach). Experiential-reflective learning has been widely reported in the literature 81 
(Cushion, Armour, & Jones, 2003; Gilbert & Trudel, 2001, 2004b, 2006; Irwin et al., 2004; 82 
Nelson & Cushion, 2006). Using Schon’s model for reflective practitioners, Gilbert and Trudel 83 
(2001, 2004b) researched how six model youth sport coaches learn through experience by 84 
examining their use of reflection in their day-to-day activities. They found that the coaches used 85 
three forms of reflection: reflection-in-action (during the games or practice), reflection-on-action 86 
(after games and practices), and retrospective reflection-on-action (at the end of the season). 87 
Furthermore, the authors found that when coaches view a situation or issue as problematic, they 88 
will start a reflective conversation based on four components: issue setting, strategy generation, 89 
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experimentation, and evaluation. By going through the process of a reflective conversation, a 90 
coach may select options to address the situation or solve the problem and is influenced by his 91 
access to peers, stage of learning, issue characteristics, and the environment (Gilbert & Trudel, 92 
2001, 2004b, 2006). Though these studies show evidence of coaches’ learning through 93 
experience, only one context was studied (youth sport), and generalization across contexts is 94 
clearly difficult (Trudel & Gilbert, 2006). Furthermore, while Lyle (2007) suggests there is an 95 
assumption that learning through reflection should be a fixture in coach education; it is still 96 
unclear how it should be incorporated into coach education (Trudel & Gilbert, 2006). 97 
The idea of ‘becoming’ (a coach) seems most likely to begin when the coach was still an 98 
athlete and was immersed in the cultural norms and nuances of a particular sport. Indeed, Gilbert 99 
and colleagues (2006) specifically highlight the importance of a coache’s prior athletic 100 
experience. In their study, a sample of fifteen coaches across a range of contexts they found that 101 
on average, each coach had 13 years of prior athletic experience. Research tends to suggest that 102 
such experience is important for the purposes of credibility (Potrac, Jones, & Armour, 2002; 103 
Trudel & Gilbert, 2006). Transitioning into coaching may include being part of a mentor-protégé 104 
relationship. Some authors suggest that mentoring is a useful developmental process (Bloom, 105 
Durand-Bush, Schinke, & Salmela, 1998; Cushion, 2006; Saury & Durand, 1998) though the 106 
nature of the relationship and how it came into being is often problematic.  There is a suggestion 107 
that the mentor and protégé should be allowed to mutually choose each other, thereby avoiding 108 
situations where mentors are imposed on a coach (Cassidy & Rossi, 2006; Trudel & Gilbert, 109 
2006) though there is little empirical work supporting this either way. 110 
The notion of communities of practice has also gained traction in recent years (Culver & 111 
Trudel, 2006, 2008a, 2008b; Galipeau & Trudel, 2004; 2005; 2006; Rynne et al., 2006). A 112 
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community of practice (CoP) is defined as “a group of people who share a common concern, set 113 
of problems, or a passion about a topic, and who deepen their knowledge and expertise in this 114 
area by interacting on an ongoing basis” (Wenger, McDermott, & Snyder, 2002, p. 4). Some 115 
authors however are more reserved suggesting that a significant limit of a CoP is that learning is 116 
focused within a community and that individual differences may go unaccounted for and the 117 
contested nature of at least elite level coaching means that communal sharing of knowledge may 118 
not be as forthcoming as we might like to think (Rynne et al., 2006) In this sense the ‘practices 119 
of the community’ (if we may play with words a little) are not especially advantageous in terms 120 
of learning. This has been established in an ongoing study of physical education departments by 121 
Sirna et al (Sirna, Tinning, & Rossi, 2008). Nevertheless, the CoP framework is another 122 
important way for understanding how coaches learn through experience and more research is 123 
necessary, given that coaches regard discussions with other coaches as an important part of their 124 
professional development (Cassidy & Rossi, 2006).  125 
Nelson et al. (2006), suggest that coaches learn through a combination of formal, non-126 
formal, and informal learning. Formal learning is characterized by pre-requisites, assessment, 127 
and curricula. Large-scale coach education programs fall within this category, often presenting 128 
the coaching process in a mechanistic and generalized manner (Nelson et al., 2006). Non-formal 129 
learning occurs outside of formal settings. These activities could include professional 130 
development opportunities such as workshops, clinics, or conferences. Informal learning occurs 131 
through the discursive and performative histories of day-to-day experiences of a coach, which 132 
might include former athletic and sporting experiences, interactions with other coaches or simply 133 
the ‘performance’ (Goffman, 1959) of being a coach. These authors are drawn to suggest that 134 
formal and non-formal learning have relatively little impact when compared to informal learning. 135 
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Gilbert et al (2006) offer a cautionary note arguing the value coaches ascribe to informal 136 
learning, may be more about their lack of time to undertake formal training and development 137 
opportunities. Recently, Trudel and colleagues (in press) suggested that while learning is 138 
expressed as either formal, non-formal, or informal, it is more appropriate to talk about learning 139 
situations that are either; formal, non-formal, or informal. Moreover they suggest that this 140 
distinction is important because it is not the learning that is formal, non-formal, or informal, but 141 
rather the contextual parameters situations where learning occurs.  142 
A different approach to understanding coach learning is offered by Werthner and Trudel 143 
(2006), and uses the conceptualization of learning developed by Moon (2004). Werther and 144 
Trudel regard Moon’s ‘network’ metaphor as especially useful . A network is described as a 145 
“vast but flexible network of ideas and feelings with groups of more tightly associated linked 146 
ideas/feelings” (Moon, 2004, p. 16). Importantly, learning can take place without formal 147 
instruction since the learner’s conceptions of knowledge, experiences, and emotions make up 148 
what Moon terms the ‘cognitive structure’. Recently, Trudel and colleagues (in press) regard as 149 
similar to Jarvis’ (2006a) concept of a biography. The biography “comprises [of] bodily and 150 
emotive, as well as cognitive dimensions” (Jarvis, 2006a, p. 73). A person’s biography will 151 
influence how they view current or new learning situations based on their previous experience. 152 
In sum, the cognitive structure/biography acts as a reflexive guide to help the learner choose how 153 
to approach different learning situations (Jarvis, 2006a; Moon, 2004; Trudel et al., in press). 154 
Werthner and Trudel (2006), drawing on all these influences, describe a model that is 155 
represented by three specific components: mediated learning situations,  unmediated learning 156 
situations, and internal learning situations. A mediated learning situation is one where the 157 
learning is directed from an outside source such as an instructor or a well-designed on-line 158 
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program. Unmediated learning situations are characterized by there being no outside source of 159 
direction or ‘guide’ for learning. The coach independently creates new self-guided learning 160 
situations through for example, internet searches, professional networking with other coaches or 161 
self motivated reading and exploration. In an internal learning situation, there is no new 162 
information coming from either the mediated or unmediated learning situations. Rather, the 163 
coach engages in ‘cognitive housekeeping’ to reassess the current ideas of his cognitive 164 
structure. This model provides a unique approach to conceptualize how coaches can learn as it 165 
recognizes the importance of different learning situations and the idiosyncratic nature of the 166 
coaches learning pathways.  167 
Coaches’ Certification in Canada 168 
In 2004, an important change occurred to coaches’ certification when the NCCP shifted 169 
from knowledge based programming towards competency-based programming (CAC, n.d.a). 170 
This change highlighted the importance for coaches to be knowledgeable about their coaching 171 
situation while also being competent in their ability to apply that knowledge in their coaching 172 
situation. The new version of the NCCP is coach centered in that it provides coach education or 173 
coach training initiatives based on the current coaching context that a coach is actively practicing 174 
in (CAC, n.d.b). For example, within the competition stream, there are three possible coaching 175 
contexts that a new coach can learn about based on their current coaching situation: competition-176 
introduction, competition-development, and competition-high performance (CAC, n.d.b). The 177 
NCCP’s first competency-based programs were multi-sport modules, but each national sport 178 
federation, following guidelines by the CAC, developed sport specific programs, incorporating 179 
elements of the new NCCP. Recently, a pilot group of 12 sports have been in the process of 180 
developing the competition-development context for the NCCP. 181 
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The Case of Triathlon Canada 182 
Triathlon Canada has developed and started to implement a new coach education/training 183 
program that appears to respect key aspects of lifelong learning. In brief, the new program begins 184 
with Stage 1, where a potential competition-development coach submits a portfolio containing 185 
such things as relevant sport experiences, coaching philosophies, training and periodization 186 
principles, etc. A participant must be actively coaching athletes considered congruent with 187 
Triathlon Canada’s long-term athlete development model for the competition-development 188 
context. Stage 2 is entitled ‘Evaluation’ and is characterized by seven outcomes that have been 189 
mandated by the CAC. It is during the Evaluation stage that a participant begins to communicate 190 
with an evaluator(s), in a series of debriefs or ‘learning conversations’. The entire evaluation 191 
process may take anywhere from 6 to 12 months as the outcomes are organized in such a way 192 
that a participant becomes familiar with the nature of the program and the types of interactions 193 
they may have with an evaluator. Once the participant and evaluator(s) have collaboratively 194 
identified areas for further learning and development, they move to Stage 3 entitled ‘Education 195 
and Training’. A participant may engage in learning processes such as working with a mentor 196 
coach or enrolling in a specific course to address the areas in need of further learning. Once all of 197 
the outcomes have been completed, the participant moves on to Stage 4 entitled ‘Certification’, 198 
where he/she signs a code of conduct agreement and is certified in the competition-development 199 
context for Triathlon. In order to remain certified, a participant must demonstrate on-going 200 
learning and professional development and moves to Stage 5 entitled ‘Re-Certification’. In brief, 201 
this progressive approach to coach education training may allow for the delivery of certification 202 
based on an individual knowledge, desire, and a need to be certified. 203 
 204 
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Methodology 205 
Generally, interpretive research, founded in the hermeneutic tradition is a qualitative method that 206 
is used when “the research question asks for meanings of a phenomenon with the purposes of 207 
understanding the human experience” (Crist & Tanner, 2003, p. 202). Processes associated with 208 
this approach are largely iterative rather than linear. In this sense the ‘messiness’ of lived 209 
experience is captured as a reflexive project with limited claims to certainty. Meaning is 210 
constructed through the creation of narratives that are often collaborations between all parties 211 
involved in the process of inquiry. As Dreyfuss (1991) suggests, such a method is sensitive to the 212 
being-in-the-world of humans with no ambitions of generalizability. However we would argue 213 
that such narratives have a way of being generative such that others may judge their own 214 
connections to the phenomenon in ways that may be meaningful, enlightening or even educative. 215 
 It is important to note that the authors do not have a conventional research relationship 216 
and for the purposes of transparency this should be made perfectly clear. The lead author was the 217 
original researcher, a role ascribed to him as a research and higher degree student at the time of 218 
the conduct of the research. The second author was the supervising professor hence there is a 219 
close relationship between these two authors that was established over time. The third author is 220 
also the participant case featured in this paper. We acknowledge the ethical and methodological 221 
challenges this poses but it made little sense, in this case, to either exclude him from the 222 
interpretive process or indeed to ascribe him a pseudonym. Triathlon Canada is a relatively small 223 
sporting association and Tom was the main architect of the change process in coach learning 224 
within the organization. The fourth author acted as a critical friend for the change process and 225 
though based in Australia was in Canada during the early implementation of the innovation.  In 226 
addition, the fourth author had supervised the doctoral work of the participant author a few years 227 
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earlier in Australia and prior to his role with Triathlon Canada. This unlikely set of relationships, 228 
though challenging methodologically, enabled us to craft a narrative through what can really 229 
only be described as reflexive collaboration. We were, as Crist and Tanner (2003) suggest an 230 
interpretive team and there is no question that electronic media, social media, recordable video 231 
conversations both strengthened the relationship and facilitated the process of analysis.. As Crist 232 
and Tanner (2003) describe the interpretive team as being likely to be made up of all persons 233 
experiencing the phenomenon either centrally or peripherally. In their view all team members 234 
cannot bracket out their own lives, least of all the researcher. As a consequence we agreed that 235 
all should contribute to the manuscript to represent their presence within it. In addition the 236 
ethical question of neutrality had to be considered. Given the connectivity between the authors 237 
and the purposes of the paper could we legitimately claim anything more than a long-winded 238 
statement of the obvious? Our contention is that we neither endorse nor eschew the program 239 
described here. The story that surrounds it is the gainful attempt to get under the skin of an 240 
innovation that perhaps went against the grain. Readers can decide whether it was a bridge too 241 
far or a possible ‘gamebreaker’.  242 
Tom: 243 
 The former High Performance Director of Triathlon Canada, participated throughout the 244 
duration of the study. His role with Triathlon Canada was to oversee and manage all aspects of 245 
the high performance programs including, but not limited to, World Cup, Development, and 246 
Junior National teams, and serve as a director for Triathlon Canada’s main training center. In 247 
addition to these responsibilities, he was the architect of the new program and was in charge of 248 
leading the coaching programs, specifically the development of a coach education training 249 
program in the competition-development context for the sport of triathlon. A total of four 250 
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interviews (two conference calls and two in person) took place during the study. Tom was 251 
questioned on various topics which included his a) academic background, b) guiding 252 
philosophies, theoretical frameworks, and vision for the coach education training program, and 253 
c) current and expected barriers with regards to implementation of the program. It should be 254 
noted that there was a high level of rapport and candor established between Tom and the 255 
researcher, due to prior personal and professional relationships between each other. This allowed 256 
Tom to be quite forthcoming with information regarding the process of designing and 257 
implementing Triathlon Canada’s coach education training program and added a greater depth, 258 
richness, and trustworthiness to his interviews. All interviews were audio recorded with a digital 259 
recorder. 260 
Data Analysis 261 
The analysis of the interviews began immediately after they were completed. The 262 
interviews were transcribed verbatim, printed into hardcopies and were given a first read through 263 
to look for any areas of emerging interest. Following the first read through, the interviews were 264 
uploaded and coded in the qualitative software Nvivo (Qualitative Solutions and Research, 2002, 265 
version 7.0). Tom’s interviews were analyzed to look for descriptions on the process of 266 
designing the program and how his background had influenced him in designing the program. In 267 
order to add trustworthiness during the process of data collection and data analysis, regular 268 
meetings were scheduled with the research group and peers with experience in qualitative 269 
research in order to discuss themes, questions on analysis, and areas of interest. 270 
 271 
 272 
 273 
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Findings 274 
Background and Perspective of Tom 275 
Tom’s professional background includes over 15 years as a practicing sport psychology 276 
consultant and lecturer in kinesiology, leadership, coaching, and program planning at the 277 
university level. In addition, he has been actively facilitating professional development 278 
workshops on sport psychology at Canada’s sport centers and National Coaching Institutes. His 279 
academic background includes a Doctor of Philosophy and applied research focusing on the 280 
practice and lived experiences of sport psychology consultants. This background has provided 281 
him with the perspective of “first and foremost [viewing] sport to be about coaching” and was an 282 
important influence for him to develop a program that is tailor made for the type of coaches 283 
practicing in the competition-development context for the sport of triathlon. 284 
From these experiences, Tom developed his own perspective on coach education and 285 
found that while he was designing the program, his perspective was getting reinforced from 286 
individuals whom he considered expert coach educators. For instance, upon beginning the design 287 
of the coach education program for Triathlon Canada’s competition-development stream he 288 
stated: 289 
I don’t think I was influenced by [expert coach educators] at the start, but…I was actually 290 
influenced by how I see practice or practitioners being developed and clearly there is no 291 
difference whether you are a practitioner of sport psychology or whether you are a 292 
practitioner of athlete development, if you want to define a coach as that. 293 
His personal, professional, and academic experiences gave him a strong emotional 294 
perspective in that he “felt a really high level of both personal and professional responsibility to 295 
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actually deliver a coach education training program that [he] believed in and that [he] believed 296 
they [the coach participants] would feel positively about”. 297 
Tom also remarked that he was influenced by scholarly work outside the realm of 298 
coaching including business education and management principles. Tom borrowed from this 299 
perspective and attempted to apply a ‘blending pedagogies’ approach by keeping in mind that 300 
“how we help coaches develop could in fact acknowledge individual learning styles and 301 
acknowledge different forms of learning”. By acknowledging individual learning styles and 302 
different approaches to learning, Tom was making it clear that his new program would place 303 
importance on the learner’s past experiences and could acknowledge previous learning in non-304 
formal and informal situations. This general perspective has implications on several aspects of 305 
coach education. We will highlight some of these implications 306 
Asking for the portfolios 307 
Any coach who enters Triathlon Canada’s new program must first submit a portfolio that 308 
could include such things as their past coaching experiences, planning and periodization 309 
principles, coaching philosophy, present coaching situation, etc. The portfolio is an important 310 
first step because it helps “establish relevance or readiness that you coach in this stream…it’s 311 
really just making sure that we’ve got some information to put their experience in context” 312 
(Tom). When asked about how the coaches’ felt about submitting portfolios, Tom commented: 313 
The one question I got the most from the coaches was ‘can I see someone else’s portfolio 314 
so I can have a template?’ and I said ‘No’ because the choices you make on how you put 315 
your portfolio together and what you include and how you deliver your portfolio is all 316 
important in knowing who you are as a coach…the coach cannot ask ‘what do I have to 317 
do to pass?’ It just is not a permissible question. The question should not ever be ‘what 318 
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do I have to do to get evaluated correctly?’ I don’t want to know. It is not up for 319 
discussion. The focus is on learning and not on the assessment. 320 
Without having a specific template to follow, the coaches were able to submit items that 321 
they felt were important for their portfolio, and due to this increased flexibility and choice, 322 
variations occurred in both depth and content. Each participant submitted portfolios that varied in 323 
length and content. When questioned about his thoughts on the variety of submissions, Tom 324 
exclaimed: 325 
Well that is exactly what I’d hope to see. That actually gets me somewhat excited 326 
because what that means is that all of the coaches haven’t gone about having to satisfy a 327 
very specific way of representing themselves. I guess I use it this way, in the absence of 328 
something – something is being communicated. So if a coach chooses not to share 329 
something with you, you know, we’d have to discuss it, but what I’m saying is that 330 
maybe they feel that it is not important, or it’s not a priority, or they don’t believe in 331 
that…So when you see the wide variety of portfolios…it’s really neat because you can 332 
see that every coach has come to know and practice coaching in very unique and 333 
individual ways. 334 
De-emphasizing evaluation and certification 335 
Tom’s unique academic and professional perspective, combined with the specific nature 336 
and number of triathlon coaches practicing in the competition-development context, enabled him 337 
to develop a program that “is individualized, learner centered, and identifies competency”. One 338 
of the important elements of the new program was to de-emphasize evaluations in order to focus 339 
on learning and professional development. For instance Tom states, “we are trying to de-340 
emphasize certification and emphasize on-going learning, professional development, and 341 
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professional sharing…being certified as a comp-dev coach is something that is just going to 342 
happen along the way of all the other things that we’re doing”. In order to communicate this 343 
element of the program, Tom had to be clear to the coaches and explain why they were being led 344 
through the evaluations: 345 
So what I’ve been talking to the coaches about is ‘this is not about getting it done’. This 346 
is about us having the best Triathlon coaches in the world, because I believe if we do, 347 
we’ll have the best athletes in the world. So they need to get excited about the learning 348 
and sharing of information and I had to, at all opportunities, de-emphasize the evaluation 349 
aspect…So you had to be clear about why the coaches were led through evaluation. So 350 
we can identify the areas that require learning, so we can determine that there was no 351 
required learning right? The idea being that we’re expecting you are going to succeed. 352 
Because as you recall, I’m not trying to determine advanced experts, I’m just saying that 353 
they are competent. We really want competent coaches. 354 
Although there was a marked effort to de-emphasize the evaluation of the participants by 355 
focusing on learning, Tom addressed the issue of maintaining standards in the new program and 356 
stated: 357 
I think the program gets standardized through the expertise, I think it is standardized 358 
through the evidences that are being asked by the coaches, but I don’t think that we need 359 
to start writing a procedural manual of how to evaluate a coach because we are all going 360 
to debrief a coach differently and we might ask some different questions, but as long as 361 
they are related to the same sets of evidences and criteria, then I think we have 362 
standardized the process of trying to deem a coach competent. 363 
 364 
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Getting others to ‘buy into’ the vision of the program 365 
Before describing some of the on-going challenges with regards to getting others to ‘buy 366 
into’ the vision of the program, it is helpful to provide some background on two significant 367 
changes that occurred after the first two interviews with Tom. The first significant change was 368 
that the NCCP consultant who acted as a liaison between the CAC and Triathlon Canada 369 
resigned and a new consultant was appointed. The second significant change was that Tom 370 
resigned his position as the high performance director and took a new position. However, he 371 
remained involved with Triathlon Canada as the chair of the high performance committee and 372 
team leader of their performance enhancement team (PET). Unfortunately, a majority of the 373 
work was now in a voluntary capacity and this severely curtailed the time he could devote to it. 374 
During the time period between the final two interviews, Tom encountered some 375 
challenges which involved trying to get the various stakeholders “aware of and agreement of the 376 
philosophy” of the new program. Two stakeholders in particular, were mentioned during the 377 
interviews: the evaluators of the new program and the CAC – NCCP staff and consultants. The 378 
evaluators are an important component of the new program in that they help set the tone and 379 
nature of the program with the participants. When asked to give an example of how the 380 
evaluators would buy into the programs new approach, Tom commented:  381 
Well it requires an acknowledgment of no absolute truth…the point I’m making is that 382 
you don’t need PhD’s to do this, but just an acknowledgment that in fact, there is no one 383 
right way…because I think there are a number of ways to get there. 384 
Tom remarked that the danger of not having the evaluators or any other stakeholders 385 
acknowledging the philosophy of the new program was that “if we get that wrong, then I think 386 
we will probably never have achieved the type of program we set out to do”. As it turns out, 387 
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getting other stakeholders to buy into the vision of the program was his biggest challenge, 388 
specifically with the CAC. He remarked that further negotiation would be required in order to 389 
implement a program that stays true to the philosophy he had envisioned. 390 
It’s really a funny thing because I have such strong beliefs about the direction we want to 391 
take this into, but I have no idea where it will all end at the end of the day, like how far 392 
along we’ll get. But the challenge for me is to continue to broker or negotiate this type of 393 
program with the CAC. So that’s the on-going challenge because at some point this has to 394 
go onto a formal review process and I know when I start talking the way I’m talking here 395 
with you…I know there are times that I feel that I actually lose them. Like in the middle 396 
of the conversation I feel that they are like…they just look like they are just not 397 
supportive of what just came out of my mouth. 398 
 However, Tom was cautious not to ascribe blame and was mindful that the CAC was 399 
dealing with a major transition in terms of leading the development and implementation of new 400 
programs for coach education training in Canada. He stated: 401 
I don’t know how I would go about doing this if I was the CAC. In other words, I’m not 402 
sitting down here criticizing them, but I almost think that it is bigger than them. I almost 403 
wonder if the time has come for a more de-centralized, sport-by-sport approach to coach 404 
education and training, than having a National body oversee it…I almost wonder if the 405 
CAC needs to let go of being formally involved and play more of a facilitative role for 406 
the sports. 407 
The lack of support manifested itself as moving away from the core philosophies and 408 
approaches that provided the foundation of the new program. For example, Tom comments on 409 
the pressure from the CAC: 410 
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I almost feel like there is a level of hegemony on exerting influence on us right now. So 411 
at some point, and I haven’t seen it play out yet, so I could be wrong, but when I get the 412 
odd email back from this new consultant that we have, is that we are continually having 413 
to be brought back to the generic. Or we are continually being brought back to ‘but how 414 
will you train your coaches?’ and I keep saying ‘they are already trained’. 415 
Discussion 416 
The purpose of this study was to document how Triathlon Canada’s former high 417 
performance director went about developing and implementing a novel coach education/training 418 
program in the competition-development context. Since the new NCCP and Triathlon Canada are 419 
at the beginning of the process of implementing the new coach education program, it is normal to 420 
find some problems with implementation. What is particularly interesting about Triathlon 421 
Canada’s new program is that the former high performance director (Tom) wanted to develop a 422 
program that was more coach centered and went beyond what was expected by those in charge of 423 
the new NCCP. Humphrey, Wechsler, and Hough (2008) demonstrated that those who design a 424 
program influence its content and this is particularly the case here. His background, informed as 425 
it is by academic pursuit at the highest level, years as a practicing sport psychologist (at the 426 
world and Olympic level and he continues to work at this level, years of sports and business 427 
management coaching, led him to frame up his ideas about coach development grounded in the 428 
exigencies of day to day high pressure coaching but bound by an existential-humanist orientation 429 
towards developing professionals in the field. This can be characterized as holistic in nature 430 
(Friesen & Orlick, 2010). Accordingly, given his unique biography and humanist orientation 431 
towards sport, it is not surprising that he developed a program based on the needs of triathlon 432 
coaches rather then the needs of an accrediting body. Further, because Tom has such a unique 433 
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background, it is unlikely that another high performance director from a different sport could 434 
create a program that is similar to Triathlon Canada’s program.  435 
It is important to remember that Triathlon Canada’s new program was developed within 436 
the boundaries of the new NCCP. One of the main characteristics of the new NCCP is shifting 437 
from a novice-to-expert continuum toward sport specific contexts for coaches (CAC, n.d.a). 438 
Focusing on the needs of coaches within a similar sport context repeats a trend in coach 439 
education where the traditional, large-scale multi-sport approach is being abandoned (Werthner 440 
& Trudel, 2006, Trudel & Gilbert, 2006). However, this has the potential to create some 441 
difficulties for the CAC from an administrative perspective because they cannot manage the 442 
material being learned by the participants in the program. Further research is necessary to 443 
investigate how program designers influence the content of coach education programs. 444 
Another concern is that small sport federations, characterized by small numbers of 445 
coaches and experts, often have the flexibility to try different approaches, such as incorporating 446 
portfolios and debrief sessions into their programs. In the case of Triathlon Canada’s coaching 447 
program, it relies on a small number of individuals to lead the program and evaluate the 448 
participants. More often than not, these individuals are volunteers or are paid small honorariums 449 
to perform their duties. A consistent source of funding is necessary to provide salaried positions 450 
to individuals who can help lead and evaluate the program. In contrast, large sport federations, 451 
which are characterized with a large number of coaches and large number of experts to call upon, 452 
are often too large to have the individualized, coach centered program that distinguishes 453 
Triathlon Canada’s approach. Therefore, the possibility of using the same format as Triathlon 454 
Canada’s new program with a larger sport federation (e.g., one with many coaches) seems 455 
unlikely. As we have seen in this study, the actual implementation of the new program is very 456 
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slow. The danger of this situation is that if the qualification process is too slow and takes too 457 
long, than the likelihood of participants dropping out of the program becomes higher (OECD, 458 
2007a). Further research is necessary to see whether Triathlon Canada’s new program is truly 459 
conducive to lifelong learning. Considering this article focused only on the high performance 460 
director of one national sport federation, we have to be careful about how we interpret the 461 
narrative of this study. Nevertheless, the study demonstrates that future designers of coach 462 
education training programs need to consider not only the context (Gilbert et al., 2006), but also 463 
the biography of the coaches (Trudel et al., in press) and provides insight into the uniqueness of 464 
(in this case) the triathlon coaches within the competition-development context (Trudel & 465 
Gilbert, 2006). 466 
467 
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